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Foreword

This PAS was sponsored by the United Arab Emirates Ministry of Interior. Its development
was facilitated by BSI Standards Limited and it was published under licence from
The British Standards Institution. It came into effect October 2016.

Acknowledgement is given to the technical

author nominated by APQC, and to the following
organizations that were involved in the development
of this PAS as members of the steering group:

e American Productivity & Quality Center (APQC)

e Benchmarking Centre — Ministry of Interior,
United Arab Emirates

e British Telecom Group Benchmarking

¢ Fraunhofer Institute for Production Systems and
Design Technology (IPK)

e Her Majesty’s Inspectorate of Constabulary (HMIC)
e Intel Corporation

e Juran Europe Ltd

e United Kingdom Accreditation Service (UKAS)

Acknowledgement is also given to the members of
a wider review panel who were consulted in the
development of this PAS.

The British Standards Institution has agreed that
ownership and copyright of this PAS is vested in UAE
Ministry of Interior although BSI Standards Limited as
the publisher of the PAS, retains all necessary rights

to sell it through its normal distribution channels and
reserves the right, in consultation with UAE Ministry of
Interior, to withdraw or amend this PAS on receipt of
authoritative advice that it is appropriate to do so. This
PAS will be reviewed at intervals not exceeding two
years, and any amendments arising from the review
will be published as an amended PAS and publicized in
Update Standards.

This PAS is not to be regarded as a British Standard. It
will be withdrawn upon publication of its content in or
as, a British Standard.

The PAS process enables a document to be rapidly
developed in order to fulfil an immediate need

in industry. A PAS can be considered for further
development as a British Standard, or constitute part
of the UK input into the development of a European or
International Standard.
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Process validation

Users of this PAS are advised to consider the possibility
of third-party validation of process conformity with this
PAS. Users seeking assistance in identifying appropriate
conformity assessment bodies or schemes may ask BSI to
forward their enquiries to the relevant representative
organization.

Use of this document

It has been assumed in the preparation of this PAS
that the execution of its provisions will be entrusted
to appropriately qualified and experienced people, for
whose use it has been produced.

Presentational conventions

The provisions of this specification are presented

in roman (i.e. upright) type. Its requirements are
expressed in sentences in which the principal auxiliary
verb is “shall”.

Commentary, explanation and general informative
material is presented in smaller italic type, and does not
constitute a normative element.

Requirements in this standard are drafted in accordance
with Rules for the structure and drafting of UK
standards, sub-clause J.1.1, which states, “Requirements
should be expressed using wording such as: ‘When
tested as described in Annex A, the product shall ..."".
This means that only those products that are capable of
passing the specified test will be deemed to conform to
this specification.

Contractual and legal considerations

This publication does not purport to include all the
necessary provisions of a contract. Users are responsible
for its correct application.

Compliance with a PAS cannot confer immunity from
legal obligations.
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Introduction

Benchmarking is the process of identifying “proven
practice” in respect of any particular activity (usually

in relation to products or services and the processes

by which they are created and delivered) by looking
outward to examine how others engage in comparable
activity to achieve their performance.

Looking outward can be from the viewpoint of

a particular department ( i.e. examining similar
processes or activities of other departments in the
same organization) or of larger entities external to the
organization, regardless of industry or geography. To
do so, the initiating entity engages with target entities
selected in accordance with a set of predetermined
criteria for the purpose of examining the performance
and outcomes of those target entities for self-
comparison.

The objective of benchmarking is to find examples of
superior performance and understand the processes
and practices underlying how those performance levels
are achieved. To achieve such an objective, one must
first understand and evaluate the current performance
of an activity, process or group of processes, so that
they can be compared to perceived proven practice.
From this it will be possible to identify the means of
introducing change or bringing about performance
improvement.

Interest in the benchmarking of practices and
performance has been steadily growing in recent years,
for several very good reasons.

Increasingly, organizations wish to compare themselves
with others who have exhibited improved performance
so as to demonstrate parity with sector norms or
support claims of superior performance. Others, having
become aware of a loss of position in their particular
market, are looking for indication of why this should be
and how their relative performance can be improved.
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A third and relatively new, reason for this growth

of interest in benchmarking relates to the ability

to capture the knowledge associated with high
performing practices and transfer that knowledge in
what is currently one of the applications for successful
‘knowledge management’. This has brought a growing
awareness of the importance of capturing today’s
perception of what constitutes ‘proven practice’ in

any particular field in order to make that information
available to tomorrow’s practitioners. Benchmarking
and the transfer of proven practices, is seen as providing
assurance that the captured information is indeed that
which should be passed on to future generations.

There are a number of very good benchmarking
methodologies in current use many of which although
they are very reputable and highly regarded, are
proprietary in nature. This can be a deterrent for
some who may wish to make use of benchmarking,
particularly smaller organizations and those that are
perhaps considering the use of benchmarking for

the first time and are as yet unsure of the potential
benefits.

The credibility and relevance of benchmarking
outcomes depends largely on the extent and rigour of
the benchmarking process used and the governance
applied to oversee the process.

To this end this PAS includes a governance clause that
sets out the principles and objectives for benchmarking
process management. However, although it is specific
about what has to be delivered to demonstrate sound
governance the PAS avoids being overly specific about
who does what for the reason that to do so would
potentially limit the applicability of the PAS.

This new specification provides a readily available,

easy to apply, specification for benchmarking process
management that can be used by large or small entities
with equal opportunity for a successful outcome.

By ensuring that the process is robust and uniformly
applicable and that its outcomes are objectively
verifiable, we look to provide a specification that
can be used with confidence for the purpose of self-
determination and is sufficiently robust to support
independent, third party, certification where this is
considered beneficial.
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1 Scope

This PAS specifies a repeatable, uniformly applicable
process structured so as to be implementable as a
system for managing benchmarking processes, which
will enable organizations to:

e Identify organizational needs for benchmarking
through systematic examination of the organization’s
existing processes and procedures to identify those
that could potentially benefit from a benchmarking
approach;

Articulate the purpose of benchmarking and how the
information will be used;

Identify other organization(s) potentially capable of
providing example of proven practice;

Document and analyse the practices followed and
performance achieved both internally and by the
identified example organization(s);

e Compare own practices and performance with that of
the others analysed and identify differences;

¢ Review differences identified to enable management
of the benchmarking organization to take decisions
as to whether there is sufficient organizational
benefit to justify changes;

evaluate the benefit achieved from the implemented
changes in order to establish organizational performance
expectations and substantiate ongoing results.

Figure 1 — The Benchmarking Model

Benchmarking Model
Strategies

Governance

4
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Benchmarking is not an independent activity, but rather
a tool to gather the information about performance
and practices within and external to an organization,
allowing evaluation of internal performance, target
setting and identification of improvement opportunities.
As such benchmarking must be implemented and
monitored as part of organizational governance and
aligned to what the organization needs to make
decisions and manage performance (see Figure 1).

The processes identified in figure 1 are annotated with
the number of the relevant clauses of this specification
where they are detailed.

The benchmarking model is appropriate for use in
relation to all benchmarking types (see Annex A) and
its implementation will ensure that organizations give
the necessary priority to:

e |dentifying, understanding and working to a
coordinated benchmarking plan or code of conduct;

e selecting credible, relevant, target organizations;

e demonstrating that an established process has been
followed; and

e ensuring that benchmarking results are robust and
open to scrutiny.with the objective of facilitating
the reporting of benchmarking results in a credible
manner and enabling genuine comparison between
benchmarking results.

Policies

Improvement

Recommendations

Identify Needs
(5.2)

Benchmarking
Requests

Benchmarking Projects

Plan Collect
Benchmarking Information

(5.3) (6)

NOTE See Annex F for examples of process flow diagrams.
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2 Normative references

There are no external standards essential to the correct
application of this PAS but attention is drawn to the
example codes of practice referred to in Annex C, the
use of one or other of which is strongly recommended.

2
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3 Terms and definitions

For the purposes of this PAS, the following terms and
definitions apply.

3.1 code of conduct

set of detailed guidelines and practices for conducting
benchmarking activities which contribute to efficient,
effective, and ethical benchmarking, with provisions to
address privacy and competition law (see Annex C)

3.2 framework

predetermined, underlying structure establishing the
manner in which related information is organized

3.3 information

data, facts and other relevant knowledge collected

as part of benchmarking activities, to include what

is directly needed and that which provides sufficient
context for what is collected, so that it can be properly
interpreted and applied

NOTE within the document the term data is
occasionally used where this relates to a concept or
capability commonly referred to (e.g. data security).

3.4 management system

policies, processes, and systems used to fulfil
benchmarking objectives within an organization

3.5 policy

statement of intended benchmarking related action,
adopted by an organization
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3.6 practitioner

Individual possessing or committed to acquiring,
relevant knowledge and experience, appointed by an
organization to undertake one or more benchmarking
tasks or activities

NOTE 1 For the purposes of this specification, the
term ‘practitioner’ denotes an individual appointed
by an organization for a specific benchmarking
related purpose and does not necessarily imply

that the individual already possesses particular
knowledge or expertise. It is however a requirement
of this specification that practitioner knowledge

and experience be periodically assessed and training
provided where necessary. Practitioners could include
for example, researchers, analysts, process specialists.

NOTE 2 While workers may perform forms of
benchmarking within their daily activities, they are not
considered practitioners. Practitioners are those that
are engaged in benchmarking as a discrete activity.

3.7 proven practice

generally recognised way of doing something that

has been shown by commonly accepted evidence and
experience to be effective in delivering specified results
in a majority of conditions and situations

NOTE To be a proven practice an organization must
have utilized it successfully in the conduct of real work.
Repeatability and evidence of better than average
performanceloutcomes may also be necessary. Further,
there may be more than a single proven practice for a
process or activity, based upon context or other factors.
Proven practices are also sometimes referred to as
leading or best practices.

PAS 7070:2016

3.8 relevant executive level

management level in any organizational hierarchy at
which strategic decisions on a particular topic, can be
efficiently and effectively, made

NOTE Because it is intended that this PAS should be
applicable by as wide a range of organizational types
and sizes as possible, it is judged not to be appropriate
to specify particular levels for decision making. It is

for each organization to determine at what level the
responsibility for (benchmarking) strategy and related
governance should be taken.

3.9 benchmarking sponsor

executive, manager or leader within the organization
that authorizes, funds, and/or provides leadership
support for one or more benchmarking projects

3.10 (benchmarking) strategy

set of organizational benchmarking initiatives and
objectives intended to achieve one or more particular
long-term organizational objective(s)
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4 Governance and Leadership

4.1 Conceptual overview

This clause establishes the considerations necessary
to establish the approach, roles, responsibilities and
guidelines for undertaking benchmarking in an
organization.

4.2 Organizational context

To define when and how benchmarking will be
performed and benchmarking results applied, the
organization shall establish, document and authorise at
the relevant executive level:

4.2.1 the strategic objectives and intended outcomes of
its anticipated benchmarking activities;

4.2.2 the identity (role or individual) of the entity
responsible for delivery of strategic benchmarking
objectives and initiatives;

4.2.3 the benchmarking policy to be implemented,
including:

a) requirement to identify and select benchmarking
efforts aligned to strategic organizational needs
and critical success factors, including where
necessary any specific parts of the organization to
be benchmarked;

b) adopting a benchmarking code of conduct, to
include expectations for treatment of intellectual
property, confidentiality and competition law, and
anti-trust as a minimum;

¢) requirement to comply with the organization’s
processes, procedures and guidelines.

4
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4.3 Establish roles and responsibilities

The organization shall establish, document and
authorize at the relevant executive level, the required
organizational roles and responsibilities, in accordance
with the requirements of 4.3.1 and 4.3.2.

4.3.1 The organization shall assign accountability for:

a) identifying benchmarking needs within the
organization;

b) aligning benchmarking needs to the organization’s
strategy;

¢) establishing and maintaining a benchmarking
management system;

d) defining and developing benchmarking
competencies;

e) planning and implementing benchmarking
activities;
f) assessing and reporting benchmarking outcomes.

NOTE 1 It is recommended that consideration be
given to establishing a steering group to govern the
organization’s benchmarking efforts

NOTE 2 A core team to facilitate organization-wide
benchmarking efforts may be established

4.3.2 The organization shall establish the benchmarking
roles and collaboration model, to include:

a) Benchmarking roles for all practices and processes
identified in the benchmarking management
system;

b) Benchmarking reporting structure;

¢) Role and engagement approach for leadership.

NOTE 1 Whatever the size of the organization, the roles
established should cover all levels of benchmarking
responsibility i.e. including project sponsorship,
management and practitioners, but need not
necessarily be vested in different people.

NOTE 2 Typical roles may include benchmarking analyst,
contract and screening specialist, interviewer, subject
matter expert, etc. These will be determined by the
type and scope of the benchmarking effort.

NOTE 3 A benchmarking network or community of
practice, may be established to engage personnel
conducting or applying benchmarks
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